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ABSTRACT \ 

This paper describes a strategic (oik^situational) 
model of governance that focuses on organizational decision-making 
activity. Tliis model differs from other organizational models in that 
it focuses on the issues about vhich the activities of an 
organization are focused. This situational model has several 
advantages. First, it provides a conceptual framework in whjch to 
view and understand decision-making over. time. Second, the model 
provides an understanding of the type:^ of situations with which the 
administrator must contend within the organization and the means of 
identifying each type. Third, the model suggests what the most 
effective decision-making structures and processes are in relation to 
the conditions confronted. Fourth, the model explains why 
decision-making structure and processes can become ineffective and 
fail as conditions change. (Author) 
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This paper has tv;o n.a,j*or piirr^oses. First, it will present 
the basis arxd components of a strategic nicdel o2 governance 
focused on decision r;ia^-*J.n^^ activity. Second, it will s'OTc;--^''^ 
that the pei^;pectjve r.aken in the deve].opr.ent of the irodel 
represents a n::re valuable approach to the anaij^sis of 
organizaticris and to the utility of such' concepcs for the 
adrrdnistivatcrs v.lvo v.dll r/aJ^e use of such ivork. Let's look at 
the persrecrivo used in the develcprnent of the strategic model 
first . ^ 

Tlie use of the ter::i, '^strate.-ic^^ should sur^:est ch£i!:-e and 
adaptation, ^ihlz idea of a :;.cdel v;hich contairiS a cynairic , 
quality in ii:s concepruali::aLic!:, is a key feature at^d ca::i be 
best ::^een in the anit of ar.alysis used for 'Jrd^, iiiocel ccnpai\^-d 
to Gthor or;:a:ti::atIonal nodels. Most discun:;icns of or^-ajiii^atioi 
a:Ki l.ho dove]cr::hrnt of abr.ut thcin U:3es, a;^ the ii:iit of 

ar-:alvi->is, a rati^er fixed und s^.aiic a[p'\3ach. 'Ilie milt !s often 
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the deflT'ing of t^T^es oi- typologies of oreanlzatlons in tenns of 
of characteristics wliich appear to be inportant.' Ihese 
typologies have been given labels denoting what mipht be terrned, 
styles of organizations such as bureaucratic, professional, 
collegial, political, etc. The work in the field has been to 
accept the e;cistence of such classifications, in fact to reify 
these conceptual constriucts, and then work a\^y at delineating and 
e>:plainlng their finepoints. 

I am suggesting that the unit of analysis be shifted from 
the search for and exajrdnation of types or typologies of 
organizations to an analysis of issues about which the acti^vO-ties 
of organizations are focused in an operational v.^ay. I believe 
this sliift in perspecti\^ vri.ll move the study of organizations 
from the creation and development of rather m3chanistic, static 
model . to the development of what might be termed as heuristic, 
action models of organization. This chai^ige in perspective is 
subtle and admittedly caiinot be fully deliaiated at this time. 
Yet, there is the seiise that this change can have a ir^jor impact 
on malcir"ig the study of orga:il::aticns more relevai^.t 
to administr-arors cind niar.agers. This shift in perGix:'Ctive will 
become nore evident as the strate{;:l.c model of governance is 
presented in tlais paper. 
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The problem is not that administrators lack ther;retical 
concepts a>id models. They have sourjit for operational direction 
from the social and nana;ierial sciences and have received orracn 
advice. Among the ircdels which have held prominence are the 
bureaucratic, the harran relations, the collegial, and the 
professional. IXiring the last five years, the poUtical model,, 
has come to dominate the thinking of organizational theorists 
resulting in the expected spillover iJito the thinking and 
actions of admimstrators . Thus, administrators have a plethora 
of concept ^on which to base action. The problem with these 
models is that none of them seem to provi.de much in the way of 
a comprehensive strategy of governance. A major part of this 
problem, as has been suggested . is the perspective underlying 
the models and not the models themselves. The paradijpp. 
presented i-all utiUze this new perspective to suggest 
day-to-day strategies for the administrator. This: new paradlt;in 
has been called the "situational model." 

The situational model presents a basis for moving beyond the 
ideological dialcpa- occun-ijig between theories by incon:oratinr 
the strengths of pn:-vious irodels instead cf seeki^ig and deflnir- 
a single, "best" inodel of organizations. The "situational" 
persfx-ctive permits handling the sajiie data as previous theories 
but using t)iem in new ajid coii^Joined relationshlt)S. 
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The situational moa^.•l centers on how decisions are vpAe^ who 
nakes tnem^ v.iuit structures and processes ax^ involved in their 
developrnent , and under v;hat conditions they operate. The beginninc 
point is the rrani^.er in wriich tv;o dominate models of organization - 
the bureaucratic and the^ political - develop their view of decision 
making and under vfnat conditions these views fail. A review of 
the chief concerns of tb.ese ma^jor models demonstrates their 
conceptual limitations. 

For many decades, most organizational studies followed the 
concepts of the bureaucratic model, talcing their cue from Vfeber. 
Ihe work of Etzioni (196l).3'Brau aiid Scott (1962), and Stroup 
(1966) are rccent examples. This approach stresses classification 
of organizational elemenr-s such as bureaucratic autriority, rules, 
supervision, work groups, etc. Orgaiur.ational envircnr:^nt and 
change are considered rrainly in tenns of fornal and btatic 
structure. This approach, patterned on the physiclal sciences, 
atteiTpuS to control ar^.d stabilize the environment in order to 
obtain ''cleaji" results. 'lYiuZy the researchers focus on the 
structui^? of the orcanization uiider stable conditions. 

The political i:odel talves its 'cues from politJ^cal science, as 
in the wwk of f^elznick (19^9), March and 3i::m (1958), Clark 
(i960), Dahl (l?6l), Cyert and ysxvch (1^63), Tnonipscn (1967), and 
Paldrid^e (1971). Tliose r.^seai»ch^rs stre^^s Ih.o process Ln 
organizatior.s ana tr:e er^vJ r^oixi>'nlal influence::^ on decision processc 
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Ttiey studi' the orcanlzaticn under the condition of chance, 
instability, and openness. Their concern is with the process 
of decision making in terms of revision- and change- over against 
"decision contin'oity" or stability. The fact that conflict 
exists in the organization is a major concern. Thus, the research 
delineates the structure and procedures of conflict and tactics 
of conflict resolution. . 

Though these two major organizational models disa^^^ee on the basic 
premise, problem, and solution, there Is an -anderlying similarity 
in their concerns. For exanple, those using the bureaucratic 
paradigm seek to determine legitimate authoricy. .Those using 
the political paradigm seek to detennine who attains authority. 
Both models view authority as set ^d.thin the structure of their 
respective organizational images, thus creating an organizational 
fixity arising from their basic assu.-:ptlons . Once either 
position is accepted as the way to view organizations and th^ir 
operations, authority to imlce decisions is defined and its 
movemient is bounded. Such a fixed approach to authority results 
in a crisis for these two positions and limits their utility 
and applicatton to many organizational realities. It particularly 
limits their usefuLness in developing a strategy of governance. 

A new analysis point of conceptual scrutit-ii' is needed. A 
new paradlpn is required, focusli^.g on the Gnvj.ronr;t.nit-. of the 
issue. Rather than the aufchorlties defiii;Lng the nature Lmd 
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structure of the issue, in the new model, the issue condition 
defines the nature^ structure, and processes used by the 
authorities. In fact, the issue condJ.tion may define the 
relevant authorities. This, shi-fts the perspective from a 
typologi^-based conceptualization to fit all situations to a 
situational approach ^viiich points to relevant structures and 
processes under a variety of conditions. 

The problem for the person seeking administrative insight 
from these tv;o organizational positions has been that each 
seems to be concerned vath a different game. Exchange betv/een 
these tv;o positions in unproductive because problem definition 
and solutions stem from different assuiiptions. In his seminal 
work, Thomas Kuhn notes that "to the extent .tv;o scientific 
schools disagree about v;hat is a problem and wtiat is a solution, 
they ine^/itably tall<: througjn each other debating the relative 
merits of their respective paradigms, "(p. 109). The major 
assunpticn of the bureaucratic model is organizational stability 
and it wrestles with any aberration that contradicts the stable 
model. In the political model, the inajor assuiTption is conflict, 
the problem is keeping it vathin contrellable bounds; stability 
is an aberration. Yet, uMle these two models can^t seem to 
relate together, there is much value in their conceptualizations. 
If there were not, they would not have become so prominent for 
such a period of time. Put it should be reasonably clear^ that in 
spite of their stren;^h, they ai^ of ILidted use for adiiLiniGorativ 
action. As far as org^^i::aticnal theory for the a^'^jninistrator 
is concerned, theI^^ is a crisis. 

7 
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The crisis develops for the bureaucratic approach from the 
reality of the informal Ox^ganization within the formal structure. 
Ihe political paradxfjn has difficulty dealing with vast areas 
of organizational stability which seem to reimin unchanged while 
conflicts and interest 0x>ups core and go. "Faced with an 
admittedly fundair.ental anoiraly in theory, the scientist's effort 
wj.ll often be to isolate it more precisely and to give it structure. 
Ihough now aware that he cannot be qUite ri^t , he will push 
the rules of noiinal science harder than ever to see, in the area 
of difficulty: just where and how far they can be made to work," 
Kuhn, p. 86). Ihls effort to "dig the hole deeper" results in 
much research on informal and small group dynamics for those 
using the bureaucratic model and in the search for continuing 
power elites for those using the political model to account ,for 
the anomaly of stability.. Both these models of 
organization hold that they have delirdated the structure 
and process capable of dealing ivith any situation and issue the 
administrator ml^t face. It is .at this point whore these "fixed" 
and static irodels fail and are in crisis. 

A new perspective is needed. Instead of digging the hole 
deeper and continuing the se^ch for the type of organizational 
structure aid process of decision inaicing on a:iy issue , a new 
hole is needed f ocusir.g on the environment of an issue . n-iis 
shifts the perspective from an orr.-anizational approach to fit 
all situations to a situational approach which points to 
the mor>t relov:mt sti-uctures and procosseo related to^ an icsue. 
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This perspective is the basis for the new organizational model 
for administrators^ called situational. This situational model 
meets tv/o all important cc litions necessary for a new paradicm 
acceptance as noted by Kuhn, (p. l68). "First, the new candidate 
must seem to resolve sorre outstanding and generally 'recognised 
proglem that can be met no other v/ay.'^ The situational model 
moves beyond the anomaly of instability in the bureaucratic 
model and the. anomaly of stability in the political rrodel. 
"Second, the new paradigm must promise to preserve a relatively 
large part of the concrete problem-solving ability that has 
accrued to science tl:irough its predecessors." The situational 
model builds on and incorporates a vast amount of the insights 
and concepts of both these models. "(A) new theory does not have 
to conflict ;vith any of its predecessors. . .the new theory might 
be simpl;/ a higher level theory than those known before, one that 
linked together a v;hole group of lower level theories ^.d.thout 
substantially changing ai^."(Kuhn, p. 9^). This lirJ-iing together 
of several organizational theories is a major feature of the 
situational model. 

Each theoretical position, (i.e.) bureaucratic and political 
can be coirpared to a lens of a telescope since each provides a 
perspective and na^.^rification of an aspect of the scene being 
viewed but their power is liralted and incomplete alone. Only 
v/hen the conceptual lens relate to each other can they proAridc 
magnification aiid illiualna'clon of the orgatur.ational action and 
activity 



Sources of tHe Situational Model 

The basis for the situational approach develops from p;eneral 
system theori^ vdth its concern for understaiidinn: the contesxt 
of the orcanism as well as the orcanism itself (Bertalanffy , 1958; 
Buckley, 1967 and 1963). This shift in perspeci:ive to focusinc 
on the context of an organism has had its ijipact on orcardzational 
theory and research. Thus, v;hile the underlying situational 
concept is not nev/, its conceptual unity and application to 
organizational theory and practice are recent, though not fully 
appreciated . 

The situational approach has major heuristic value in dealing 
with organizational concen-.s such as structure, procedures, 
leadership, cqptrol, and planning. The research studies which 
the basis for the situational rnodel include the work of 
"Bums and Stalker (196l) , Lawrence and Lorsch (1967 , 1970, 1971), 
Fiedler (1967), and Thompson (1967). The conceptual basis of 
the situatioi:ial model from these sources can be sarnrrarized. 

VJlien the relationship between management practices and the 
external environment of the organization is examined, tv;o 
organizational fonrs stand out \\tiich have the ch-ai^acterlstics 
of the bm>2aucratic and the political .rrodols . Out of this 
finding has developed a "contingency" theory of organizations. 
Tlois appr^:)ach liolds that the internal fui^ictioning of 
org^iizatioris niust be consistent with the dor.^ands of the 
organizational task, teclmolcgy, and extenial envirorarent . 
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The theory posits that ap: oprlate Intemal states and processes' 
of the orcanlzation are conlinecnt upon external requireinents 
and intemal needs. The contincency position is e/^^anded in 
the work on leadership wW.ch holds that different leadership 
styles result in high group perforrrance under different condition 
The liinitation of these theorists for administrative strategy 
is their focus on differences between organizations unde- 
different conditions. One study did shift the perspective to 
differences v/lthin an organization under different, conditions 
(Galbrait>i, 1970). It shovjs a chsr^gs in the structure and 
process of the organization as conditions cha-'ige. 

This change in perspective provides the basis for the • ' 
situational model.. The inplication is that regardless of the 
particular condition of the general organizational environment, 
the characteristics of yji issue within the organization can 
change. Thus, \^M.le the nature of the overall environment of 
and organization iray be of a particular type - stable, certain, 
and routine, or dynandc, uncertain, and exceptional - pai^ticular 
issues within the organisation requiring decisions rray inz-. j frcra 
a stable conte;rt to a dynanilc one and back a^~ain. 

Tlie key point is not whether the organi::atlon or some segment 
is stable or unstable, but rather the perspective is sliifted to 
focus on w;-:ether an issue about v/hlch decision ina]-:ing occur's is 
stable or not. Tnis leads to a ma^ior proposition for governance' 
and its decii^ion n-alcin;:: action of the situational irodel - chanj.-.es 
in the conditions of an issue prcduce chan^-es in botli decision 
inalcLng t'tructiupo ai:id process wltliin orgaiil::alions . , 
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Using a typolo[7 of Littorer (196^), three types' of issue 
condj.tlons can be defined; stable, dynamic-', and critical. 
The situational irr)del holds that each issue condition lias a 
particular structure and process associated v;ith decision malcinr: 
under that condition. The situational model holds that no one 
organizational stmcture and"" process operates vdthin the 
organization. Rather, several. iTxxies exist and which one is 
operational at any point in time is contingent on the 
environmental conditions of an issue. In fully developing the 
situational perspective, the bureaucratic ahd political models 
are subsumed into the situational model and an additional rrodel - 
the crisis model - is ^dded to relate to the trilogy of 
issue conditions. 

\^/hat occurs then, is a change from a static organizational 
model or models and perspective to. a dynairiic issue perspective. 
As the intensity of concern surrounding an issue changes from 
low to moderate to Mgh, the issue condition changes from a 
stable to a dynairdc to a critical ^^condit ion. The major 
proposition of the situational nodel holds that since each issue 
condit:'on has a particular decision structure and process 
associated ;d.th it, then any change in the issue condition calls 
for aid creates a different decision sti'uctui^ and process than 
was operating piv^viously; ' Tliis chanf^:p throu^ti the different 
issue conditions is the issue cycle 
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Plgure 1 shov/s in simplified form the relationship of the 
three issue conditions. The intention of the lines and arrows 
is to shov; that, over time, an issue condition can move from a 
stable issue condition either to a dynamic condition or directly 
to a critical condition. An issue can also move only to a dynamic 
condition and then return to a stable one. It is assumed that 
the efforts of the organization are to routinize and stablize 
decision rnai-ang and since the level of iirportance of an issue 
cyianges over time, the stable condition vath its bureaucratic 
features is considered a base point in the issue cycle . 

FIGURE 1 
The Issue Cycle 
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Piirthoniwre, a§?the figure porti-ays, each issue condition has 
a partlculai-- structure and process associated \Ath decision miiciru-', 
luider that condition. VJliat is being argued is that problonis can 
increase for the ori^uiization and the administrator iivilc.uu: decisions 
if an issue condition changes and the administrator Is slow to 
I'ospond with the ivlatcd decision m:il<:ing stnacturo aiid pi-occso. 



"-i'ha:.^situatlonal model, v;hJ,ch tiec tofnether previous: vie\v5 of 
orcanizations - the bureaucratic and political alone v/ith a crisis 
model - provides a conceptual fniniework for analyzinr^ a variety 
of cases and contexts. To the degree that it accurately represents 
reality, it can assist thiC administrator or rranager in detenrdnlnp; 
what action is needed to see that the most appropriate decision ■ 
makinc iToup exists at the pr'oper tirm to fit the deroatids or 
context of the issue condition. 
Major Propositions of the Situational Model 

There are a v^iriety of propositions v.tiich flow from tlie 
situational model on v;hlch administrative and organizaoional 
research can focus attention. Ihese vri.ll be listed. 

1. An issue varies in tei^is of the level of the- intensity ' 
associated v.lth it. 

1.1 The level of intensity is subject to chan.::es in 

the organizatioxnal envlrctiiiient which affect the issue, 

1.2 The level of intensity can be determined by the a-^ic-unt 
of attention ;7dven to the issue vri.thin and beyond 

tl*ie organization. 

2. As the intensity of the issue varies, there is a 
concomitant change in the condition In which the decision 
making on an issue occiu^s. 

3. There is a distinct decision making structure and process 
related to each issue condition. 

3.1 The decision raJdnr s'crucoure and process of each 
Issue condition is re-presented in previous 
organisational n;cdels. 

3.11 'n>3 decision naJcinr struct^ure and prccess of the- 

stable issue condition is cost rcpi'eL*ont:od in 

the bureaucratic irodel. 
3-. 12 Tl\c decisioti rxlcinr sti\;ctui-M* arid, process of the 

diTianiic issue condition is best: repr\:*ser:ted in 

the poliT.ical riodel. 
3.13 'I'iie decision rukinr. structure a>id pi'oocss of the 

critical cendllion is bv:?si rcpresonled in the 

crisis model. 

^. A change In the issue cc!idltlo!i requires a clian/v In the 
sti'uctuiv ai:d prwess of d; jlsion ^-iil^im: on aii Issue 
\^ri-th.Ln an or;-.:inisation. 

4.1 V.l:en a ch^Avv a stable to :i dyii:rrlc Issue conditio 

occ'Ji's, decisioti r::,d:inf- cr::}iv,vi: [o a [political ii^^io. 

h.? V.liOn ther? is a oh:uiiv in t\v? Issue condition Jo a 
critical. J'::suo condition, a crisis mode oV d-ci;:.ion 
nalriii;-^ Is ivquirvd . 

4.3 V.l)en ihf.-iv is a chniir-e in th^"^ issue conditjcn to a 

stable issue ccMidUJon, decision malcln;^ ch:uu':eo to 
a bm\?auczutic node. 
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What is created, tY^n, by the change In the issue condition 
over tim3, is an issue cycle in which the various theoretical 
views "of the organization contained in' the literature have 
applied utility for the administrator. The situational rrodel 
links several orcanizational theories and niodels which have been 
utilized separately into a conprehensive approach. This 
situational approach can describe and predict the characteristics 
of and the changes in the structure and process of decision 
HBlcing on an issue within an orgai^ization over time, ll^e result 
is a dynamc. model for organizational governance which overcomes 
the limtations of a static perspective which cannot accon.:x.date 
changing decision rreldng conditions which are faced by an 
adirdnlstrator. 

The IiTplicaU.ons of the Situational Model 

Ihe iirplications of the situational model are several. 
First, there is no single, nx3st efficacious way to organize 
decision nual-dng structures within the or,;anization i..-cariloss 
of its general enviror.,ent . In fact, at least tlu-^e docisior. 
n^King structm^o. cmd processes develop accoi>ding to tT:e . 
condition m-vMch the decision nnl.lng occ... Has ,-should 
help to overcono the ideolory of a particala-r school of 
orgai.i:--ational theory. No si.gle or,v-.izational structure 
or ac^niaistrative style will be effective In all dcclsior> nal:,In 
on issues wl^ich face aji adjiinistrator . 
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Second, the situational n-odel provides a strategy for the 
adjnirilstrator to respond to chan/ips in the Issue condition and 
to create the appropriate decision naking process and structur'e. 
Thus, rather thari tied to a slnfde approach the administrator 
can adapt and ere at the decision nBklng approach reauired 
according to the insirhcs provided by previous organizational 
models. The situational model provides guidelines for shifting 
between orranizatior^al approaches. 

Ihird, the situational nodel suggests several indicators of 
change m the issue condition. These include sensitivity to 
changes In the Intensity of interest and concern focused on an 
Issue either v/ithin the organisation or its en'/ir'onjnent, Other 
Indicators include deterrrining how broad the issue is in tenns 
of affecting rrany persons; the amount of control the administrator 
has over the decision issue, and the t^pe of tine pressure involved. 
For example, mder a stable condition the issue is charac r-eri^ed 
by little Impetus to examine broader concerns of an issue ti^an 
are represented in a specific problem needing attention. However, 
when the cor.c. .^.s about an issue begin to hraoden, it can be 
indicative of a begl'nniag shift in tte issue condition. If ther-e 
is also aji e;-rpansion of the decision area in terro of or!-ani'.:at3cn.-il 
ircnibers v.ho had expressed little or no interest hi the issue 
prcvioiiixly, tMs .represents ^'nether indicator of condition change. 
TaJcen in co!:bination, those Indicators piwlde strong evidence 
to the adirlnisrrator tliat a new stale of affairs is developing 
conceniing the issue and tlie cm-rcnt approach may soon be inadequate. 

IB 



16 

Fourth, the situatior^.al model clearly sue-flests a situational 
basis for effective leadership '^th the demands of the orgai.ization 
requ±rin,<3 3X least three distinct strategl.es of administrative 
leader sMp. V.hat seems to be called 'for is an adjidnistrator who 
can chance his style and orcanizatiort to meet the demands of the 
changing conditions of an issue. ilTe model piwides direction 
to determine when and how such action should be talcen by the 
administrator. 

Ihe advancement of knowledge abouc governance provided by the 
situational model is suggested in several areas. First, it 
provides a conceptual framevrork to view and understand decision 
mking over tiiiB, Second, the model provides an understanding 
of the types of situations with which the administrator must contend 
vdtv-iin the org^ization and the means of identifying each type. 
Third, the model suggests vtot the most effective decision malclng 
structures and processes are in relation to the conditions 
confronted. Fourth, the model explains why decision malcing 
structui^ and process can become ineffective and fail as conditions 
change . 

In a theoretical sense, the situational model subsumes and 
relates previous models of organizations into a unified aiid 
strate[:^c model of organi::ational decision nialdng for the 
administrator. Finally, it represents an effort to change the 
perspective of administrative coi^iccptualizaVion from the cui-r-cnt 
static definltioml theory and modeling about organizations towaid 
a iiorc dynairic strategic theor;/ bi Idlng ajid modeling ai^pi-oach. 

17 
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